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PRAFT: 30 October 1962 |
|
|

MEMORANDUM FOR: Deputy Director of Central Intelligence

SUBJECT i CIA Persomnel Ceillngs

i. Lurrent Siteatlon

A. The CIA personnel cefling approved in the context #f the

FY 1963 budget was [ 1= order to provide components with 25X1A‘ia
headroom 1o reeruit for specific, approved, high priority projects,

aathority to exceed this ceiling in the aggregate amount of [l positions 25X1Ala
was given with the understanding that every effort would be made te

develop offsetting reductions which would make it nosaible, prier te

! Navember 1963, to bring the Agency celling back to the original

Y 1963 celling. (Ses Annex A for a breakdown of the approved ceiling
increases.}] With the suthorived additions, the current personnel ceiling

of Cis is [N

25X1A1a 53 ,
B. Planning for the FY 1964 budget procesded on the assumption

that substantially all activities to which components of the Agency were
currently committed would continue at approximately their current levels.
It was not practicable te develap firm recommendations for the elimination

of activities or positions before tha due date of the FY 1964 budget on
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33 September, Accordiagly, the FY 1964 budget, zs submitted, sets
from a FY 1963 base of I to 25X1A1a
peraonnel requirements/ax s ceiling of [ 228 a request for funde 25X1A%a

to maintain an average amployment of [ 25X1A%a

C. The on-duty strength of CIA, as of 30 September, was I 25571
25X1A7

and projected on-duty at the beginming of FY 1964 is estimated at [N

i. Asgumptions

A. From various reviews and assesaments of sctivitles, recrulting
lavels, and manpower requirements and utilization, including that cenducted

by the Task Force chaired by || - following assumptions 25X1A

appear velid:

1. That soms reductions and economies in persoansl y
raquirements are possible from greater slficlency and the )// :
modification ar elimination of activities, ‘ v

WY v\
2, That there will continue to exist in FY 1963 pressures -

/7 [\ s [’\,ﬂ 5.

for the assignment of additional peramel{%a new or expanding
7

P

priority activities.

3. That the longer term forssasable reguirements of the
Agency as reflacted in the FY 1964 budget subenission and the
vni@a conflicting pressures, both internal and external, for
both expansion znd reduction of persomnel and funds, are such
as to neccssitate now some polley guldance with respect to

Agercy manpower levels inte FY 19564.
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Discussion

4. FProposad Cutback to FY 1963 Ceiling

1. Short term requirements and the practical possibilities
for recruiting new personnel indicate that it will be posaible to
re-astablish the FY 1963 Agency csiling from _ ,f h @
without damage to the over-all Agency's capability to accemplish
ite essential mission. The current personnel situation of the
Agency, iaking inte consideration the present om-duty strength of
the various components, veflects some imbalance in the distridbution
i celling between components. The propesed action will in sarme
degree correct this imbalance. The reduction will also create
agrme pressure upon components 1o curtail lesser priority items,
improve manpower utilization or reduce services. i is sroposed
that cuts im celling be imposed upon Agency components as
foliows:

25X1A1a nnip
DD

DS

25X1A1a NCH Compt
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2. No cuts have been rscommended for the DD/R fram |,

ST
R

present ceiling of [ leince oB/R s reguesting an lncreased

o R
ceiling of Il for FY 1963 ’_b\ﬁz X1A1a

B. Longer Term Maspower Problem Including FY 1964 Celling

1. Re-sstablishment of the [ orecanel ceiting ts nor 2°X'A12
& permaneat seolution to the ClA manpower problem. Cuourses *{i
of action have been sugpested which, if vigorously pursued, could |
laad to further reductions. Firm requirements for t&eﬂﬁon&i( ”I,:
personnel alrsady sxist im the DD/R and preswmadbly will be
created within the f{oreseeable future in DD/S and DD/I for
communications programs and NPIC. Aay material change in
requirements for FY 1963 wpon DD/P could invalve ceiling
adjustment for the Clandestine "arxvices.

2. Assuming that the FY 1963 celiing of s re-estavrisnea,
as proposed ian paragraph II.A. above, a decision must be made as
to how to accommedate legitimate requirements for additional
perseonnel which now exist or may later develop. To the extent

that activities
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can ba reduced and economies sffecied, additional positions
can be made available within the ceiling of [l  Uniess 25x171a
the Agency is preparsd to initiate a drastic and arblivary cut
in persounsl sirangih, however, ragulrements for additional
psersonnel are likely to exceed the amounts of any reduction.

3. The FY 1964 budget, as submitted to the Buresu of
the Budget, provides for increases of ] posittone for wWPIC, §/

W

in Y 1963) and ] fox the Office of Communications. No D\ JJ )

B:: o5--00/R B of which have been already requested 25X1N

ather incrgsses ware authorized under the Agency's ''bold tize »M .
line” psollcy. On the other hasd, the FY 1964 budget did not %
take into account poseibilities for retrenchment and sconomy to |
offget agalnst requirernents for additiomal personnsl.
4., It appoare that the ¥FY 1964 budget as submitted meats ‘
maat of the known needs of Agency components for personnsl

1
25X1A1a
celling except for -xenﬁimu riqmsmsi by DD/R for iis .mﬁte. |

of Research and Development, additional persennel foy the ELINT /

|
25X1A1a

program, and a new project of the OUffice of Commundcations

25X1A1a
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V. Conclusions

A. The priocipal personnel ceiling problems which azre

25X1A1a
foreseecable at this time are: {(a) to adjust downward to the -

T _S’ﬂw v
figurs, {b} to provide some part g/’ the DD/R reguirement, and {(c¢) ,,\\

N

to determine a policy with resgect to future pressures In FY 1963

for celling rellef. Related to thess problems is the nesd for a
decision by the Director to supper:t either the personnal level of

B 2: proposed in the FY 1964 Budget or some differeat figure.
Presumably, this detsrmination will be made ia consideration of

(a) factors pointing toward possible reductions, (b) fmctors militating
against a reduction and inciuding considerations of more efficient
management, transfer of responeibilities to other Agencies, and
consolidation of activities within the Agency. {(%es Annex B for detailed

discussion of these fncitors.)
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Annex A

Fiscal Year 1963

Temporary Incresse in Cedling

Office ' | ' Temporary Increase
25X1A1a

. DCI @B S SIS e EE BRI AENE S FI OIS IEN N

Cable Secretardat sevescrrsccascsvsvssenses
Inspector Genersl seeescasvcecssscnssssnes
General COUNSEL sessvasresesossasscsnsonss
Comptroller R EREE LI TR PR R ERYY

Subtota]. hd Office of DiI‘eCtOl‘ CIC I BE I B B BN R B B

OO/COD.t&Ct PR R IS A A SR A A BN Y B S SC B Y B R R B BN AR IR SR I A A L 25X1A1a

Comunications S0 S AN RO ORENIEINENEOEBEPERN N
BeCULILY eoeveescrntsersersnvasescssssranns
Medicol sevevivorssosnsarnasnsosonssssrossansce
Personnel sescssssvsasrcsnccsrasertsvrsnane

ixiA6a . III L R N N N N N N N RN NN NN RS RN

25X1A1a = -

Subtotal - Support Are& LI IR S RC O B B R O B NI B AR Y R A 3 ]

DD/R"OSA I'll'.0l...l.’lb.l.lau-v.lo“t.!lolo.lil.tll 25X1A1a . i

I
AGENCY TOTAL ,......'.............................. - 25X1A1a

SEOTET -

Y

!
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ANNEX B

1. Factors Pointing Towards FPosaible R@dmﬁi@ua

25X1A9a a. As the IR 25 Force emphasizes, the

greatest potentiality for manpower reduction lies in the

elimination of activities of lessar priority. A4 aumﬁér of
activities are under examination or ave ocheduled for review
which might be reduced or eliminated. (See Anmex C)

25X1A9a b, *rm_ Task Force was unable to identify
spocific instances of useless or manifestly wasteful employment
of manpawer. HMNeverthsleess, the Task Force concluded that an
enargetic application of flem, continuwous and informed supervision
at all supervigory lavels in the Agency would result in greater
sconomies in the wse of manpower,

¢, Certain economiess might also be achieved as a result

of siraplification of procedures and greater centralization of
facilities for administrative suppert, particularly in the fiscal
and pavsonnel flelde and slso from further centralization of
responsibility for rescarch and development. To the extent
that responaibility for administrative support can be further \ 7

-/
centralized in the DD/S and for research in the DD/R, certain|

positions required by the DID/P for these purposes can perhaps

be eliminated.

Approved For Release 2000/08/28 : CIA-RDP66R00638R000100010028-2



Approved For Release-2000/08/28 : CIA-RDP66R00638R0001068010028-2

Q‘,‘E.

d.  An examination is being made of all apportunities to
transfer to other Agemcies of the Government the nsmnibﬁiﬂl %F
for funding and stafiing activities which are important but which fVM
do not necessarily have to bs performed by ClA,

. The recommsndation of tre NN Tessc Force 2%

to reduce the DD/P by ] 1o siightly excesded by paragraphim, A, 25X1A12
above which proposes a ceillag reduction of [JJior the onsp. 2412
The Task Force made no other apecific recommendstion for 2
net reduction in the stirength of a componant.

Z. Factors Militating Againet a Reduction

2. The principal eobstacle to any net reduction in the

Agency's personnel strengith is the existence of flrm requirements
for additional personsel for priarity activities. As indicated adove,.
expanded programs in Communications, NPIC and DD/R sccount ©| a
for most of these requirements although others may develop In

the Clandestine Services and elsewhaere. If the reduction proposed

in paregraphlIlLl A, is accepted, components will have to reassess the
amounts by whick their longer term (FY 1964} persomnel requirements

exceed their present, adjusted ceilings. It is tharefore not possible

at this time to give a precise statement of the estimated additionsl
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requirements of various components to staff these sew or
expanded programs. Roughly speaking, they approximate, in
25X1A1a  yne aggregate, ;emc- paeiﬁens in excess of the present
acdjunsted celling.
b. While the requirements for additional positiona are
reasonably precise, the opportunities for reirenchment arve,
an the whole, vague, dependent as they are, for the moet part,

on the siimination of programs or improvements in msnagerial

sfficiency:
25X1C
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Om the comtrary, effective action to this purpose
appears indicated, It would be improvident, howsver,
to anticipate sny very substantial reducilons in personnel
cellings from the slimination of sctivities.
2. Consolidation of Responeibility
{a} FEfficiency might be anhanced and economies
effected by a greater comsolidation of responsibility for
servicing fiscsl, personnel, or logistics regquirements in
the appresriate elements of DD/S or the Comptroller's
Offtce. Although valid, this avenue for reduction does
not promise any very speedy returns., Proposals for
further cenmtralization of the facilities for service
rendirqd by the Comptrolier, for exarmple, which would
have resaited in appreciable saviage, have had to be
sostponed, il not rejected, because of lack of centralized
space to accommodate the comsvlidated facilities contemplated
by the proposal. To date, centralization of responsibility @)
for Research and Development has resulted in increasing {%b

reguirements for personnel rather than otzerg

ILLEGIB
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(a} Although the Agency has acquired increased
responsibilities, i.s., Biographic Register, support
for counter-insurgency activities, development of
enhsnced maritime capabllities, etc., few, if any,
legitimate opportuaities for the eliminstion of functions
by transfer to other Agencies appear to exist. This
is understandable, not only because of & growing
tendency on the part of the Government increasingly
to depend on Clamdestine technliques and resources but
aleo because of a demonstrably increusing need for the
expansion of inteliigence support facilities of common
concern. 1f such facilities as NIS, NPIC, the registries
and Il 2re needed at ali, it wauld be a {alee ecaonomy
on the part of the Government as a whole 10 remaove
them from CIA simply to transier them 19 some other
comnponent where they would funciion at greater cost
and less sfficiency.

4, More efficient management

{a) Better suparvision, besed on a clearer uader-

standing of objectives and more sophisticated managerial
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25X1C8a

-9 .

competence on the part of supervisors, particularly
at the Branch Chief leval, undoubtedly would result
in savings over & period of tirme. This, however, is

a long term process not calculated to produce immaediate

results. It is, perhaps, significant that the T 25 1A0a

Task Force found that where some basis of comparisoa
exists the performance »f components of this Agency

compares very favorably with that of comperable elements

~ of other Goverament Agencies. Specifically, the Offices

of Logistics, Commaunications, and Personnel appesr to
function more sfficiently than comparable components of
mex; Agencies. It also appears (o be generally concedad
that responsibiiities of OSA in DD/R are performed with
hll peraonnel than sve required by echeloms im the Alr
Force engaged in similar sperations.

(b} It has long been fashiomable to coutrast the
alleged efficiency of the |GG iz terme of its
relative size with what sre supposed to be the swollen
ranks of CIA. In point of fact, given the differences in
charter which require the Clandestine Services 2o perform

responsibilities whick are incomparabdly broader than thesa
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| 25X1C8a impoesed upon -* the numerical stresgth of the
Clandestine Sarvices in terms of professional

| officers compares very favorably with the [ 25X1C8a
Service.

{c} It would not seem therefore that very

substantial savings are probable {rom snbanced
managerial efficiency in either service or opera-
tional components.

3. General Factors

; ' 8. To a cerizin degree, the aize of the Agency will have
to bs determined by rather arbitrary comslderatione of what the
traffic will bearx. The pressure on all Goverament Agencles to
reduce is svidenced by the Presidential instruction attached as
l Aanex E. The official intevest in a reduction in the sise of CIA
\ iw well Bnown., A factor in determining the sise of the Agency
very f{rankly thersfore is a reasonably calculsted judgment as to
i what Congress and lpaders in the Executive Branch comcerned can
be persuaded, somewhat arbitrarily, to accept.

b, Reduction will require a subsiantizl and continuing effort

on the part of individual componenis to improve efficiency snd
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sliminate marginal activity. In order to provide the incentive
nacessary for the effective assertion of command 2 personnel
ceiling should be astablished. Individual requirements above
this ceiling should be justified to snd approved by the DDCIL.

As reductions can only be accomplished avar a pariod of time
and as both requirements and avsilability of additional personnel
for new or expanded programs are difficult to forecast with
exact precision sny new sdjustment of ceiling should probabiy
provide {ar a central pool or resesve of positions sllocable at

the discretion of the DDCI.
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